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14 August 1974

UNITED STATES INTELLIGENCE BOARD
INTELLIGENCE RESOURCES ADVISORY COMMITTEE
M EMQRANDUM FOR THE UNITED STATES INTELLIGENCE BOARD

THE INTELLIGENCE RESOURCES ADVISORY

COMMITTEE

SUBJECT : The Murphy Commission

At the request of the Director of Central Intelligence, the
attached memorandum with its enclosures from Ambassador Robert Murphy,
Chairman of the Commission on the Organization of the Government for
the Conduct of Foreign Policy, is circulated to USIB and IRAC for

information. STATINTL

Executive Secretary

Attachment

NSC Referral Not Required
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COMMISSION ON THE ORG ANIZATION OF THE GOVERNMENT

FOR THE CONDUCT OF FOREIGN POLICY
2025 M STREET, N.W

WASHINGTON, D.C. 20506 ' Attachment
" USIB/IRAC-D-26.3/2
August 8, 197 14 August 1974

The Honorable William E. CoWDy
Director

Central Intelligence Agency
Washington, D. C. 20505

Dear RBill:

As the Cormmission on the Organization of the Govermment for the
Conduct of Foreign Policy moves from the briefing phase to the phase of
study in depth of some selected features, I would like to outline for you
our approach in the area of intelligence. Intelligence obviously plays a
major role in the formulation and execution of foreign policy. We would like
to identify that role clearly and look at various ways intelligence could
make an even better contribution to foreign policy deliberations. This will
require us to be aware of some of the organizational aspects of the intelli-
gence relationship to foreign policy and to assess the ways in which intelli-
gence contributes to foreign policy, from the raw report to the finished
estimate. We must also cover the degree of success our intelligence has and
can hope to have in accurately reporting events abroad and projecting their
likely future directions. I think we must include a review of the political
costs involved in intelligence operations where they do cause problems for
foreign policy. As a related but somewvhat separable issue, we will need to
identify the role in our foreign policy of what 1s called covert action and
come to some Judgments on its desirability, extent and decision-making
process.

On the other hand, I do not view the Commission's function as review-
1ng and nmaking recommendatlons on the organization of our intelligence services
and community, its budgets, personnel strengths, etc., or the details of its
operations and procedures. The Commission will not be conducting an investiga-~
tion of the organization of intelligence itself, but, rather, the role of
intelligence as it affects the conduct of our foreign pelicy. In order to
make informed Judgments on the latter, of course, we must be aware of some of
these matters as necessary background, but I want to assure you that the thrust
of our work will be in ths latter category. I share what I know is your great
concern about the necessity to protect the sensitive operational aspects of
the intelligence effort, We will conduct our inquiry and maintain our records
so as not to expose such matters.

As you know, we have consulted a nurber of experts to help the
Commigsion draw up a Study Plan, and I enclose a copy of their suggestions
for your information. The plan would operate under the close supervision of
our Exescutive Director Francis Wilcox and his Deputy Fisher Howe. It will be
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will
noted that Mr. William J. Barnds/draw up Paper #1 and #2 on "Intelligence Func-
tions and Pollcy Making in the Institutional Conuext‘, Mr. ClintaVW. Kelly IIT,
Paper #3 on Innovatlon in Intelligence Production”, and William R. Harris,
Paper #+, on "Authority for the Conduct and Management of Foreign Intelligenca™.

As you will note from the enclosure, there will be an "all source"
study project under Intelligence Project Director Mr. Kent Crane, which will
include analysis of past studies and reports on the intelligence community.
He and others will be discussing with you the specifica of these studies and
be sure that appropriate clearances are obtained and other arrangements mads.

The Commission is most grateful fbr your cooperation and encouragement
in the initial phase of our work.

With warm regards

Yours sincerely,

P Tony becey,
© Robert Murphy
Chairman
"RM:1b
Enclosures
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July 19; 1974 14 August 1974

SUBJECT: Study Plan - Intelligence and Covert Action

1. The Problem.

(a) What organizational and procedural steps should
be taken to improve intelligence support for the
conduet of foreign affairs, and what level of
effort is required to provide adequate support?

(b) Should the U.S. have a capability for covert
: political action; if so, where should the responsi-
bility be lodged and under what controls should
it operate?

Some important intelligence matters, including especially an
examination of the usefulness of intelligence support in a
variety of foreign policy situations, will be addressed in
the case studies of the Commission's Research Plan. But

. many aspects of the organization and procedures of the
intelligence community also deserve separate and reasonably
comprzhencive study. The agencies arse large, costly, and
important to the conducet of foreign policy. Furthermore.
there is disagreement about the roles they should play in
the post-cold war era. Some of the issues involved have
not been thoroughly examined by previous commissions.

The problem of 1nte111gence generally breaks down
into the following components:

(a) The Role of Intelligence. What is the proper
function performed by int®lligence in support
of the conduct of foreign policy; what should it
do and what should it not do? Involved here is
an analysis of the manner in . which intelligence
can give support to a wide variety of customers.
It also calls for a review of misunderstandings and
different perspectives that distort the relation-
ship between intelligence users and intelligence
producers and collectors.

(b) The Activities AQQropriate to that Role.

1. In the process of analysis to produce
"finished" intelligence, what are the roles
best played by the State Department (INR),
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DIA, other Agencies, and the various
analytical offices in CIA. What should
"be the system for moducing National
Intelligence Estimates?

Page 2

2. What is the best organization for the collec-
tion of raw information in support of intelli-
gence analysis and of policymakers who set
priorities, allocate missions, and control
collectors overseas; how much c¢cllection is
related to foreign policy as opposed to other
purposes; what are the strengths and weaknesses
of collection by Foreign Service Officers,

CIA stations, military attaches, and technical
sensors; what is the procedure of disseminating
raw data; what are the mechanisms for insuring
feedback to the collectors?

(c) The Role of the Director of Central Intelligence.
What is the most desirable relationship of the DCI
to the President and the National Security Council;
what should be the extent of his authority over the
full range of intelligence programs, military as
well as civilian.

In addition to the foregoing aspects of the intelligence
function, the problem of covert political action, including
its sensitive relationship to clandestine intelligence
collection, must be closely examined.

The Commission's exploration of the problems of intelligence
and of covert action in relation to the Organization of the
Government for the Conduct of Foreign Policy is made particularly
difficult by (a) the size and complexity of the intelligence
community, (b) the intricacy of the relationship between the
several components of the intelligence effor:t and policymaking,
but particularly (c) the highly classified nature of the
intelligence function and materials. For these reasons, a
special and quite different study plan must be developed.

2. Study Plan.

A Study Group composed of two or three Commission members
and a number of experts knowledgeable about intelligence
matters, drawn from several different quarters, will prepare
conclusions and recommendations for the Commission's review.
The group will be equipped to deal with classified information.
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The Study CGroup will base its work on the findings of the
case studies underway as part of the Commission's Research
Program and on special preparatory materials developed by
two complementary sets of studies.

The plan of study, therefore, falls into two stages:

STAGE I ~ Preparation of papers for the review of the
Intelligence Study Group, as follows:

(a) Analytical Issue Papers: Studies focused
on specific issues, and problems Prepared
by informed observers from outside the
intelligence community in accordance with the
outline attached (TAB A). The research
consultant supervisor is William R. Harris
of Santa Moriica, California. To the
i . extent possible, this group of analytical
i issue papers will be unclassified although .
classified data will need to be reviewed
in their preparation, including interviews
| with intelligenqe and policymaking officials.

(b) A speciel "All Source Study," focused
principally on findings and resulting changes
previous reports of the intelligence
community.. The "All Source Study" will be
undertaken by the Intelligence Project
Director, Kent Crane, with the assistance
of a staff officer in accordance with the
attached outline (TAB B). It is understood

that this study must be handled in a special,

limited access %anner that would insure
absolute protection of not only the security
classification of the material but also
agency views and plans which are under-—
standably highly sensitive quite apart from
classification. - :

The Deputy Director will assure that there is no duplication
of interviews of agency personnel or requests for documentation
on the part of those making the two sets of studies.

STAGE II - Intelligence Study Group to review the fore-—

' going papers in conjunction with the findings
of Research Program case studies, and to make
recommendations on appropriate organization and
procedures for intelligence support of the
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conduct of foreign policy. The Study Group

may require 2 number o meetings at spaced
intervals over two or three months period. Under
the overall direction of the Executive Director,
the Intelligence Project Director will coordinate
the staff support for the Study Group, and
collate the data for the Commission.
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TAB A

INTELLIGENCE ANALYTICAL ISSUE
PAPERS

Paper #1, INTELLIGENCE FUNCTIONS
' - Author: William J. Barnds

Commantator #1: (to be determined, background
in intelligence productlon)
Commentator #2: (to be determined, background
in policy uses of intelligence)

Purpose: This paper would have two purposes:

(a) To define alternative, normative concepts of
intelligence functions, and to link alternative conceptions
of management responsibilities and functions. This paper
would review the misunderstandings and different perspectives
that distort the relationship between intelligence users and
producers. In defining the proper function of Intelligence,"
the author would stress the limits of the intelligence mission.

(b) To relate in broad terms the conceptions of func-
tion and performance to organizational and procedural alter-
natives. The paper would discuss the roles and relationships
.of the DCI; the NSC; the Intelllgence Coordination Staffs,
Commlttees, and Processes,and pollcymakers

Research Methodology: review af literaturc on intelligence
functicns (Evans, Hilsman, Wilensky, Kent, Graham, etc.) inter-
-views with selected intelligencc producers and collectors (active
and retired), pollcymaklng consumers and military service

consumers.

Antlcipated length: 20-30 pages _
Deadline for submission (in draft): September 9, 1974

Paper #2, INTELLIGENCE AMND POLICYNAVIVG IN THE INSTITUTIONAL
CONTEXT
Author: William'J. Barnds
Commentator: to be determined

Purpose: This paper would relate the concepts of intelligence
and the broad organizational and procedural alternatives (addressed
in Paper #1) to the institutional mechanisms andpractices of the
Intelligence community. It would seek to address such questions
as the following: - '

-~ If many of the demands of key consumers cannot be
met, and if much of intelligence production is
not read by the intended recipients, are there
organizational implications?
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~— VWhat is the need for mutual educatliin of intelli-
gence and policy officials?

—-— For the determination of production requirements
and the process of analysis (estimative, current,
and basic)?

-— VWhat should be done about the present intelligence
reguirements staffs?

—— Can the intelligence system be reformed to provide
more relevant, responsive products to consumer
groups (more carefully differentiated) without com-
promising the indevendence or 1ntegr1ty of the
intelligence analysts?

—— How can analysts best be encouraged to initiate
new intelligence products which are helpful to
consumers?

—~— How can top quality analysts be retalned and
recruited for intelligence work?

—-— What are the resoon51bllit1es of policymakers to
intelligence officers?

This paper would examine the role and performance of the
NSC Intelligence Committee and other mechanisks for getting the
consumers' points of view across to the intelligence community.
It would also address the role of competition and cocordination
in intelligence analysis: in what areas is analytical

duplication useful or counterproductive?
literature and

Research lMethodology: Review of relevant/intensive interview
with intelligence producers, consumlers, and other observers (belo:
the level of the DCI or SecDef). All
organization charts and desériptive reference material will
be included in a detailed, classified appendix.

Anticipated length: 50-75 pages :
Deadlire for submission (in draft): September 27, 1974

Paper #3, INNOVATION IN INTELLIGEMNCE PRODUCTICM
Author, Part I: Clinton W. Kelly, III

Commentator, Part I: Dr. Thomas Brown, Associate Head
‘(Mathematics), The RAND Corp.
Author, Part IT: to be determined ' -

Commentator, Part II: to be determined
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Page ggrt T: This paper would summarize prior work on
probabilistic forecasting and scoring techniques to evaluate
intelligence products and forecaster performance. Examples

of experimental intelligence products would be included as

a classified annex. . The paper would differentiate between
those topics which are particularly susceptible to quantitative
analysis and those which are not.

Anticipated length: 30-40 pages
Deadline for submission (in draft): September 9, 1974

Part II: This paper would discuss new flelds for
intelligence research, such as environmental issues, certain
aspects of economic intelligence (food production, climate
forecasts, population studies, marine resources, etc.), inter-
national terrorism, and narcotics control. The paper would
consider now consumers for intelligence support, not only within
the U.S. Goernment but in international organizations such as
the UN. The paper would also assess Iinnovations in nnformation
processing, real-time consumer access, and alternative
paradigms of analysis.

Anticipated length: 50-60 pages e
Deadline for submission (in draft): September 9, 1974

Research Methodology: For Part I, revision of prior
fesearcn. For rarv L1, interviews "1tk methodolicgy experts at
the Certer for Analytical -Methodology, CIA, IC Staff, ClL,

OPR, OSR, OER, OSD/NAG, etc. Both Parts I and II will be
written on an uncla381f1ed basis, w1th classified appenaices as
necessary.

Deadline for subm1531on (in draft): September 9, 1974

Paper #U, AUTHORITY FOR THE CONDUCAIAND MANAGEMEV” OF FOREICGN
INTELLIGENCE
Author: William R. Harris
Commentator #1: John T. E11iff, Brandeis University
Commentator #2: General Counsel, CIA

Purpose: This paper would discuss the constitutional
and statutory base for foreign intelligence, with explicit re-
ference to the National Security Act of 1947, the CIA Act of
1949, and the full range of NSC Intelligence Directives. The
paper would address: the authority of the DCI and the IC
Staff; the role of the President and Congress in delegating
authority to collect intelligence information; the adequacy
of the present authority for the conduct of covert operations
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by the CIA and the voD; the authority to collect information
within the US; the authority to release information of
commercial value; the authority to collect and disseminate
information on international organizations and multinational
corporations; the authority to exchange information with
foreign governments; and the authority to protect intelligence
sources and methods from unauthorized disclosure. The paper
would suggest alternative approaches and discuss the pros

and cons of recommending statutory reforms.

Research Methodology: This paper will be unclassified,
though NSCIDs may be included as a classified appendix.
Research will use public laws, Guide to CIA Statutes and
Laws, legal commentaries, interviews with general counsels,
and others nivolved in review of present authority.

Aﬁticipated length: 40-60 pages
Deadline for submission (in draft): September 9, 1974

Paper #5, INTELLIGENCE RESOQURCE MANAGEMENT
Author: Robert Macy
Commentator:

furposc: This paper should address not only questions
0of efficient resource allocation but also the capacity <7 the
DCI and others to make appropriate decisions and to manage
resources appropriated to other agencies. The stress would
be on these programs run by the Secretary of Defense on behalf
of the national intelligence effort. The paper would examine
the role of the htelligence Resources Advisory Committee and
the other committees that ¢oordinate expensive and sensitive
collections programs. What role should be played by 0B,
the DCI, the IC Staff, PFIAB, and‘gongress? Is it practical
to expect the DCI to exercise greater authority over the
annual budget of the intelligence community and to set long
range-.planning goals? Since the overwhelming share of the
combined intelligence budget is expended by DoD agencies,
with practical constraints upon intervention by the DCI or
hls IC Staff, what are the implications for the reorganization
of Dob intelligence management? If there are systematic
misallocations of resources, are there organizational or
legislative reforms which are advisable? Alternative technicues
for budgetary review of intelligence activities will be dis-
cussed. Alternative roles for intelligence consumers in deter-
mining intelligence expenditures-.or consumer-agency funds for -
acquisition of special intelligence products will be considered.
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Research Methodology: review of relevant literature
(Marchetti/lfarks, etc.); interviews with budget speclalists
in DoD, IC Staff, OMB, and IRAC.

Anticlpated length: 30-50 pages (with classified
appendix discussing specific
budget figures)

Deadline for submissbn (in draft): September 9, 1974

Paper #6, CLANDESTINE OPERATIONS AND COVERT ACTION
Author: to be determined .
Cummentator: to be determined

Purpose: This paper will discuss the pros and cons of
maintaining a capability for covert action, and the criteria
which ought to govern its use. The paper will explore the rela-~
Tionship between covert action and human intelligence collection
in terms of cover, coordination, personnel, management, and :
control. The paper will address problems of command and
-control inherent in highly compartmented operations, and 1t
willl examine carefully the review process of the 40 Committee
and other oversight groups. :

Research Methodology: Review of the extensive (largely
critical) literature on clandestine cperations; interviews
wlth DoD hierarchy as available. Emphasis on organization
and procedure, rather than on any specific operations. Paper
to be unclassified, but may contain classified annex.

Anticipated length: 140-60 pages
Deadline for submission (#n draft): September 9, 1974
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All Source Study:

Study Purpose. An "all source" study project will be
mounted to prepare a limited access report of perhaps 30-50
pages of analysis, without recommendation, of past studies
and reports on the intelligence community. Requests for
Interviews, documents, written questions and possibly for
reasonable staff assistance may be made to the DCI. As with
the complementary Analytical Issue Papers on Intelligence,
the "All Source " project will be designed for the sole
purpose of assisting the Study Group in arriving at findings
and recommendations for review by the Commission.

Methodology. The Commission, with the assistance of
the DCI, would obtain copiles of a limited number of previous
reports to be stored in the PFIAB vault. The Intelligence
Project Director and a staff officer would carry out a
number of interviews i1n order to judge the effectiveness of
these studies and reforms and present an analysis of the
critical elements for Study Group review.

Timing. oStudy vo Le completed by October 1.
Lo rligh 4
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DCI/IC T4-2308

/
MEMORANDUM OF CONVERSATION

PARTICIPANTS: Lit. General Danlel 0. Graham, D/DCI/IC

STAT|NTL T | | I¢ Staff
Mr. Robert Macy, Murphy Commission
DATE : 28 August 1974

1. Mr. Macy opened the conversation by stating that he
had several quite general questions focusing on the general
topic of whether ongoing programs got sufficient attention
to ensure that older, unproductive programs were weeded out
a8 new programs were adopted. He wanted specifically to
know whether the composition of IRAC were not so welghted
with collectors of intelligence as to make 1t essentlally a
self-protective entity. He also mentioned that the KIQs and
the %s;ggegtézﬁa,aaemed to be sc broadly drawn that any
program couls nd something in them that would Justify its
existence.

2. General Greham responded that the IC 3taff is the
most effective way to look at the various competing programs.
He stressed that the Staff, which is composed of represent-
atives of all Community entitles, has no axe to grind and no
institutional imperative. He also discussed the fact that
the IC Staff is responsible for presenting the Community
budget, which is the DCI's best pressure point for reducing
duplication of effort. He suggested that it 1s inecressingly
apparent to members of the Community that they must Justify
to the DCI {(via the IC Staff) their programs or he will not
defend them before the Congress. General OGraham also mentioned
that program issues are worked on all year long and that
members of the IC Staff sit in on these discussions.

3. Mr. Macy also wanted to discuss the criticisms he
sald he has heard that the Intelligence Community is too
slow to respond to the needs of policy-makers. General
Greaham said that the NSCIC is again functioning and may help
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to ensure better communications between producers and
consumers of intelligence. He agreed that intelligence
could be deemed late if 1t had to respond to a guestion from
& policy-maker-~it should have anticipated his needs.
General Graham said he felt that the NSCIC working groups
should be changed to inelude consumer representatives and,
indeed, should be chaired by a consumer rather than by an
1nte11§sence officer. He also discuszed the use of the KIQs
and sub-XKIQs to develop an audit trail =o that resource
expenditures can be tied to substantive needs,

k, Mr, Macy asked whether General Graham believed the
DCI needed additional authority to exercise positive leader-
ship of the Intelligence Community. General Graham said he
belleved such allegations probably reflected criticisms of
past DCIs rather than the current conditions. He sald the
establishment of the IC Staff was & major step toward giving
the DCI a handle on resourges, which in turn gives him
significent influence on the Community. General Grahanm
mentioned the need to codify the NSCIDs and discussed the
proposed omnibus SECRET NSCID.

Danlel 0O, Graham

Lieutenant General, USA

Deputy to the DCI for the
Intelligence Community

DCI/IC/CS/S {30 Aug T74)
Distribution:

0 - D/DCI/IC

AD/DCI/IC (hold)

IC Registry

C8 SubJ.
¢S Chrono
[ |Chrono

I I O O |

et
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Copy /

¥r. Flaher Howe

Deputy Bxecutive Director

Comiasion on the Or gation of the
Sovernment for the Conduct of Poreign Pollcy
2025 M Street, M. ¥,

¥ashington, D. C. 20506

Dear Fisher:

Ry, J., J. Hitcheock, who is working for the Commission,
nas requested the following studies produced by the CIA or
under its asusplces:

The Joint Study Group Report on Forelgn Intelligence
Astivities of the United States Government, dated
15 December 1960 - TS 172800.

Review of Selected NSA Cryptanalytie Efforts Summasry
dated 18 February 1965 -~ | eopy 15.

Report on Strategic Werning by Benjamin B. 3hute,
Chairman, dated Pebruary 1967 - | eopy &,
w/Annex A.

Memo to DCI, subject: The Long Range Plan of the ‘
Az lgence Agency. dated August 1965 with

Memorandun from Mr. Haten to DCI transmitiing report,
dated 16 August 1968 -] |

25X1A

25X1

25X1A

25X1A

25X1

25X1A
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O I 25X1A

We sre looking for two other studies whieh were requested
and will send them along as scon as possible. It would be
appreclated 1f you would return the enclosed as soon as
Mr. Hitcheock has finlshed his study.

Sincerely,

I I 25X1A
Assoclate Deputy to the DCI
Tfor the Intelligence Community

Enclosures
An stated

DCI/IC/CS/S/Y___ Ekis (9/4/78)
25X14 Distribution:
Copy #1 - Addressee, w/atts.
Copy #2 - D/DCI/IC, w/o atts.
Copy #3 - AD/DCI/IC, w/o atts.
Copy #4 - IC Regilstry, w/o atts.
Copy #5 - CS subj., w/o atts.

| Copy #6.~- CS chrono, w/o atts.
25X1A Copy#7/-[ ] w/o atts.
2
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The Honorable Hobert L. Murphy
Chalrxen Ifii the ?wﬁ

Comalng International Corporation
TLT Pifth Avenue

Rew York, X.Y., 10022

Dear Ambassador Murphy:

Thank you for your letter of August 0§, 197%, outlining
the Commlssion's approach to 1ts study on the rols of intel-
ligence in the formulation and execution of foreign poliey.
The letter setas forth very clearly the dasie ground rules
for relations between the Commission and the intelligence

somnunity.

¥We have already begun to work with member: of the
Comnission staff here in Washington to assist them in vegin~
aing their studies. I will be locking to my Intelligence
ﬂ&n;maitz Staff to ensure that the process 1s earried out
smoothly, and I, of course, will be personaelly followiap
developments,

I will be happy to be of assistarce to you and the
dsslon &s your work progresses.

Sincerely,

¥. E. Coiby

ILLEGIB
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DCI/IC T4-1088

Mr. Wheaton Byers

Executive Secretary

President’s Foreign Intelligence Advisory Board
Washington, D.C. 20500

Dear Wheaton:

Mr. Colby has asked me to send you this copy of a
recent letter from Ambassador Robert Murphy of the Commiesion
on the Organization of the Covernment for the Conduct of
Poreign Policy. Also included 1s a copy of the Commission's
proposed study plan on intelligence. The letter represents
the basic ground rules for relations between the Commission
and members of the Intelligence Community.

, 48 you know, Mr. Colby is anxious to be cocperative
with the Commlssion in its work, and we expect to be spending
a good deal of time on this subject during the coming months.

Sincerely,

STATINTL
‘ (3 y the DCI
for the Intelligence Community

Ol

Attachment: a/s
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